Introduction
The liberalization of Indian economy has created opportunities for increased collaboration between Indian managers and those from collaborating countries. In this context, the importance of professional ethics of managers, engineers, and everyone involved in global transactions has increased. The managers of different countries work together but if they differ in their preferences on ethical issues, there might be frictions. The ethical stances have an impact on the quality of organization's corporate citizenship (Carroll, 1998) .
The other context that places the managers in ethical dilemmas is redundancy. Market force, changes in technology, financial constraints, misplaced incentive schemes, changes in social concepts, employee empowerment, anticipating changes in future market, and competitive advantages may be some of the reasons resulting in redundancy. Corporates are required to reduce jobs. While deciding who should be made redundant what ethical stances managers are inclined to take is a matter of concern. In this context, this paper reports the findings of a study that examined the Indian managers on ethical issues related to redundancy and compared them with those of UK.
The following section presents a conceptual framework of ethical stances. On the basis of this framework, Fisher and Rice (1999) formulated eight stances towards ethical issues as shown in Figure 1 . They are explained with the example of redundancy. The degree of ethical integrity contrasts a situation where there are transitive priorities because of personal certainty with a situation of shifting value preferences because of personal aporia. The transitive priorities and values are indicated by ethical stances like ethical puzzle, ethical convention, ethical awareness, and ethical neutrality. However, stances like ethical problem, ethical dilemma, ethical cynicism, and ethical negotiation happen when there are shifting value pre-ferences. Ethical neutrality and ethical negotiation are preferences because of self-consciousness. Ethical awareness and ethical cynicism indicate obligation of duty, achievement of common goals indicates ethical convention and ethical dilemma, while ethical puzzle and problem are dialect of developing principles.
Box: Levels
• Ethical Puzzle: From this perspective, redundancy is a conundrum to which there is a right answer which can be found if enough data are gathered and sufficient thought applied to it. Therefore, from this viewpoint, it should be possible to calculate whether fedundancy is necessary and to choose systematically who should be made redundant. The latter choice can be made by identifying the criteria for redundancy (length of service, assessments of work, quality, and quantity, absenteeism and so on), weighting the criteria, scoring the candidates against the criteria and then, by simple arithmetic, calculating those most suitable for redundancy. Such methods can
Figure 1: Eight Stances towards Ethical Issues
be seen as evidence of procedural justice when making staff redundant. Ethical Problem: From a problem p erspective, in contrast to the puzzle stance, the different criteria that may be used to make redundancy decisions are seen as incommensurable. It is not possible, according to this view, to say that, for example, the contribution a person makes to the organization's objective is more important than maintaining a proper balance of social and ethnic groups within the workforce (Stewart, 1984) . From a problem perspective, there are no right answers to be found, only partial solutions that are always sub-optimal because no single action can address the plurality of values that may be used to view an issue. nothing more than the consequence of senior management's self interest, and they either withdraw from the process and sulk or claim that the choice of whom to make redundant may as well be left to some arbitrary process such as drawing lots.
• Ethical Negotiation: From this stance, a manager would argue that he/she no personal view on the question of redundancy. He/she would seek the views of the major interest groups involved, such as senior managers and trade unions, and adopt a position that maintains his/her standing with the most powerful of these groups. Watson (1997) argued that, in the 1970s, LIFO (Last in first out) was often chosen as the appropriate criterion for choosing whom to make redundant because it was acceptable to both senior management and unions.
Managerial Ethics in India and the West
The literature on business values in India in comparison with the west may show different preferences for the eight stances. Indian managers experience a clash between the values acquired from their education and professional training and those drawn from Indian culture and society (Garg and Parikh, 1988; Parikh and Garg, 1990; Tripathi, 1990) . Values drawn by Indian managers from their training mirror the emphasis on western instrumental rationality and rule following, whereas the values drawn from family and community emphasize affiliation and social obligation.
In terms of the ethical stances, Indian social values might lead to a preference for the ethical awareness and ethical convention stances. If this was so, then the clash with the corporate preference for the ethical puzzle and neutrality stances could lead Indian managers to adopt the ethical problem and dilemma stances which imply a struggle to balance conflicting values.
Western management assumes a preference for the ethical puzzle stance. Accountants, for example, have been shown to be trained to work in a rulegoverned manner (Aslow and Ulrich quoted in Jeffrey, 1993:86) . Trevino (1992: 450) reported that conventional thinking (Kohlberg's levels three and four) dominated manager's responses to ethical business dilemmas. The pragmatic western management culture can encourage managers to take ethical neutrality or puzzle stances on issues that others might see as raising moral questions (Winstanley and Woodall, 2000) .
If the Indian managers experience a conflict between western business values and Indian social values, then different dynamics may emerge in response to it. One possibility is that, within their job roles, Indian managers may express Indian social values. Singh's (1990:90, 93) work showed that most Indian managers were relaxed about uncertainty (although a significant minority were not) and placed high importance on loyalty and belongingness. This conclusion was based on Indian managers' scores on Hofstede's (1980) four cultural dimensions (power distance, uncertainty avoidance, individualism, and masculinity). These scores were in contrast to Hofstede's results for UK, Canada, and USA, and showed Indian managers expressing different values from their western counterparts.
It should be noted that Hofstede's samples included non-managerial groups and so are not stric tly comparable with Singh's sample. Tayeb's (1987) study showed that the differences between Indian and UK firms were consistent with differences in socio-economic conditions and employees' cultural traits in the two countries. Haley and Haley (1998: 311-315) argued that dependence on family and networks and a heuristic and intuitive approach to decision-making were necessary strategic responses to the uncertainty that Indian businesses faced in the Asian arena. There is a possibility that Indian managers m ay deal with the clash of cultures by expressing Indian-based values, rather than western corporate ones, in their jobs. If this is so, a low preference for an ethical puzzle stance amongst Indian managers might be anticipated.
In some contexts, Indian managers adopt western corporate values. Singh (1990) , for example, found that the scores on Hofstede's dimensions of Indian managers in internationally owned firms were comparable to the scores of Hofstede's western samples. This finding raises the possibility that Indian managers may have to suppress some of their values in certain work situations. Khan and Atkinson's (1987: 427) study showed that 71 per cent of Indian and 69 per cent of UK companies made no specific budgetary provision for social responsibility activities. This position contrasts with the conventional Indian emphasis on philanthropy (Sahay and Walsham, 1997: 420) and may be an example of Indian managers favouring western corporate values by ethically bracketing their personal values. This d ynamic might encourage Indian managers to express a preference for the ethical neutrality and puzzle stances.
Also, there is a possibility that managers may exhibit the stress of dealing with the clash of values within their managerial roles. Some empirical evidence of such tensions has been found. Viswesvaran and Deshpande (1996) reported that middle managers who perceived that successful managers behaved unethically experienced reduced levels of job satisfaction. They claimed that 'such an inconsistency between ethical behaviour and success violates the cultural mores.' The tension caused a negative effect on managers' morale. Conflicts such as this may be accommodated by a division between espoused values and values-in-use.
If Indian managers experience this tension in their work, then it might be anticipated that they would espouse different ethical stances than those they would express when having to make difficult business decisions.
The value conflicts that Indian managers experience can be illustrated by the issues of redundancy and downsizing which are the subjects of the research instrument. Managers in the west often see these issues from an ethical puzzle stance as a matter of consequential ethics. The question asked is not whether downsizing is moral but whether it increases profitability and shareholder value. Downsizing is the deliberate attempt to improve organizational performance by reducing the size of the workforce. Redundancy is the most common but not the only method of achieving the reduction (Thornhill and Saunders, 1998) . The scenario described in the research instrument involving an attempt to downsize has been from within this consequentialist perspective. Doust (1998) and Lowe (1998) for, example, questioned whether downsizing does lead to better financial performance. Critics have also pointed out that the damage done to the survivors of redundancy can lead, in certain circumstances, to putting in less effort into their work (Brockner et al. 1992) . This, in turn, can lead to a worsening of organizational performance (Kinnie, Hutchinson and Purcell, 1998) . These arguments are framed within a belief that, as long as proper efforts are made to ensure procedural justice and to minimize the impact of redundancy on the individuals, the matter is not one of principle but of utility.
As the Indian economy becomes more integrated with western economy, it might be anticipated that the tensions between personal, espoused values, and those required of their managers by companies operating in a global context would become greater. Vol. 27, No. 1, January-March 2002 
Objective
The objective of the research is to study ethical stances taken by Indian managers on issues related to redundancy and to compare them with those of UK.
Hypothesis
• Indian managers compared to UK managers take the ethical puzzle stance less frequently when responding to ethical issues at work.
• Indian managers, unlike UK managers, experi ence a tension between their espoused values and their values-in-use at work in their preferences for ethical stances.
• Indian managers regard family and social connec tion as an important aspect of conventional ethical thinking.
Research Instrument
The research instrument 'Redundancy' was initially developed for a study of managers' and professionals' stances on ethical issues at work in the UK. The instrument was further revised to adapt to suit the Indian context. The instrument is on issues related to downsizing (Appendix).
The instrument has seven sequential sections in which respondents are given information and a range of options to choose from. The responses in each section can be scored to allocate the respondent's reaction to one of the eight ethical stances. The purpose is not to measure attitudes to 'Redundancy' or to label respondents but to explore the variety and the fluctuations in their expressed responses to the ethical issues presented to them. The scoring is based on whether the respondents react to the clues.
The different emphasis of the two parts of the instrument is reflected in the design. The questions in the first three sections are like those in a standard attitude questionnaire. In Section 1, respondents are offered a choice between cynicism, neutrality or ethical objection towards a proposed 'Redundancy.' In Section 2, in which ethical doubts about the organization are raised, the same choices are offered. In Section 3, the scenario allows further option of a conventional resolution to the issue. In the second half of the instrument (Sections 4 -7), respondents' ethical stances are not assessed by their expressed attitudes but by their decisiveness and by the stability of their decisions. The circumstances presented in Section 4 remove the possibility of a conventional response. However, the respondents are provided with enough information to treat the issue in a puzzlesolving mode, by choosing a person for 'Redundancy,' if they so choose. The information given in Sections 5 and 6 is designed to see if responses can be caused by creating ethical doubt in their minds while taking decisions and thus revealing the stances of ethical problem or dilemma. Respondents' preference for ethical negotiation is assessed by their willingness to defer the decision for interested stakeholder. While assessing p references between the eight ethical stances, 'Redundancy' also identifies the criterion used by respondents in making the people redundant. There are four team members named in the instrument each of whom represents a particular criterion. The criteria are:
• Utility -Contribution to the organization's ob jectives.
• Age -Higher the age, lesser the harm.
• LIFO -Last in first out.
• Deservingness -Those who are difficult to handle should be the first to be made redundant.
Most of the differences between the Indian and the UK instruments are trivial, the names of the characters in the scenario, for example, but two issues are important. One concerns the ethical norms and conventions that apply to 'Redundancy.' In the UK version, convention is exemplified by the belief that voluntary redundancy or early retirement should, wherever possible, be used to achieve staff reductions. The interviews in India confirmed that this is also a conventional belief among Indian managers. But the convention built into the Indian version was the belief that managers should take into account the well being of their family and social connections, if possible, when making their decisions.
In the UK version, the concern was the employment of women and people from ethnic communities. In the Indian version, the same issues are included but in the context of reservation for employment.
Sample
The respondents chosen were middle and senior level managers from Indian organizations. The organizations selected were family-owned small to medium scale Indian firms with minimum 15 years of existence. Questionnaires were either mailed or personally given to senior managers of around 110 such Indian companies. Either one or two senior/middle level managers from these organizations with a minimum of 10-12 years of experience were randomly selected. They were all graduates in management or technocrats with specialization in various disciplines. In all, 138 responses were finally received.
Results and Findings
The comparative results of the UK and Indian samples are shown in Figure 2 .
The first hypothesis proposed that the Indian managers compared to UK managers take the ethical puzzle stance less frequently when responding to ethical issue related to redundancy. It represents a form of instrumental rationality that goes well i^ith the broader ethical view of the Indian tradition. In Section 4 of the questionnaire, the majority of Indian respondents took a puzzle stance by choosing someone for 'Redundancy,' and they left their decision unaltered for the remainder of the instrument. Their responses in the second half of the questionnaire were the same as those of the UK sample. From their perspective, 'Redundancy' is a conundrum to which there i s a right answer which can be found if enough data are gathered and sufficient thought applied to it. They have systematically calculated by developing principles as an ethical stance as to who should be made redundant.
Both sets of managers favoured puzzle-solving; but the level of ethical angst amongst the minority of both the samples who did not was higher amongst the Indians who saw the issue more often as a problem in Section 6 and dilemma in Section 7. It is a situation when Indians find it difficult to make a compromise over values involved in problem solving. They do not know what to say or think about the issue because it is too complex and ambiguous.
This conclusion is reinforced when the criterion on which people were chosen for 'Redundancy' is considered ( Table 1 ). The instrument is designed so that respondents' preferences for criteria can be inferred from the character that they may choose to make redundant. The results suggest that 49 per cent of Indian managers used the utilitarian criterion of contribution towards the firm's objectives when making their choice in comparison to 34 per cent of UK managers. Indian managers preferred a systematic and rational criterion. Thirty-six per cent of Indian managers preferred the criterion of deservingness whereas 32 per cent of UK managers considered this criteria. In contrast, utilitarian criterion was more preferred by Indians than UK in comparison to other criteria. Section 1 introduces the need for redundancies. There is a clear objective information presented to support the call for redundancies and there is no justification for thinking that it may be based on political machination or individual malice. Among both UK and Indian managers, it was found that 92 per cent and 86 per cent responded to pragmatic and ethically defensive response respectively. By treating the issue as a non-moral one, the respondent can cut off from any angst associated with the task. Only 4 per cent of Indian managers gave ethically cynical responses. None of the UK managers responded to ethical cynicism. However, 8 per cent and 10 per cent of UK and Indian managers responded to ethical awareness and moral doubts which may surround 'Redundancy' respectively. This response may take the form of stating the objection or may involve fighting against the redundancies.
In Section 2 also, both UK and Indian managers show ethical neutrality as prioritized responses followed by 34 per cent of UK and 19 per cent of Indian managers' ethical awareness responses. Two per cent UK managers and 16 per cent Indian managers have given ethically cynical favoured responses.
However, in Section 3, 78 per cent of UK managers accept ethically conventional solutions in comparison to responses of 77 per cent Indian managers for conventional solutions because they think it is right. In comparison to ethical puzzle and ethical neutrality, the least preferred solution is ethical awareness as they feel their decision would be challenged, especially if undertaken as an act of expediency. Either they prefer evaluation against the criteria or, in the absence of no moral dimensions, suspend their normal ethical standards as they interfere with getting the job done and looking forward to a practical solution. As the preference is for a conventional solution, less respondents have serious doubts about the Tightness of 'Redundancy,' however, it is worth noting that the choice of the conventional solution is not cost free, i.e., it is not a totally easy option. It could cause problems to the respondent because they would lose an important member of the staff and it might cause people to gripe about breaches of personnel policies.
In Section 4 where the option of the conventional solution is withdrawn, respondents (81% in India and 89% in UK) adopted puzzle -solving approach by privileging one criterion over all others. This is a standard cognitive strategy of puzzle -solvers.
In Section 5 also, 61 per cent Indian managers and 70 per cent UK managers chose not to respond to more information given to them which is meant to raise doubt about any decision made earlier but continued to view the issue as an ethical puzzle.
In Section 6, the complexity of the issue is compounded by making different stakeholders take different positions and demanding different responses from the respondent. Seventy per cent of the UK managers treated the issue as an ethical puzzle against 50 per cent of Indian managers. When the issue was seen as an ethical problem, 20 per cent of UK managers stuck to the decision they made against 35 per cent of Indian managers.
In Section 7 where no new information is provided but invites the respondents to review their decision-making and gives them the chance to involve the stakeholders in their decision-making, in comparison to 70 per cent UK managers, only 57 per cent of Indian managers stuck to the decision they made when reviewing the issue as a puzzle. Surprisingly, in comparison to UK managers where the responses were only 2 per cent, 30 per cent Indian managers see the issue as one requiring ethical negotiations as ethical stance. The latter have no personal views or questions on who should be made redundant. They would seek the views of the major interest groups involved, such as senior managers and trade unions, and adopt a position that maintains their standing with the most powerful of these groups. Eighteen per cent of UK managers viewed the issue as an ethical problem in comparison to 4 per cent such responses from Indian managers.
The second hypothesis is that Indian managers experience a tension between their private ethical beliefs and those they are required to apply at work. The results fail to falsify this hypothesis. The Indian managers commonly take the ethical stance of a puzzle -solving approach in the second part of the instrument and so accept the need for 'Redundancy.' Thus, the findings fit with Cyriac and Dharmaraj's (1994) conclusion that a formal detachment at work, Vol. 27, No. 1, January-March 2002 27 Vikalpa such as is associated with a puzzle -solving approach, helps Indian managers limit the intrusion of personal values into their working values.
The findings confirm the third hypothesis concerning the importance of family and social connection in Indian managers' ethical views. Seventy-seven per cent of the Indian respondents choose to promote a relative as a means of meeting the demands for 'Redundancy' even though this loss would cause difficulties for the work of the team.
Conclusion
The findings of the research show that the Indian managers compared to UK managers take the ethical puzzle stance less frequently when responding to ethical issues at work. Also, the Indian managers experience tension between their private ethical beliefs and those they are required to apply at work. They regard family and social connections as an important aspect of conventional ethical thinking.
Both UK and Indian managers would look for evidence of procedural justice when making staff redundant. This is important because the work performance and commitment of staff who survive layoffs depends on part of their perception of the fairness of the process. They would deal with ethical issues by following rules set within a single value perspective. The initial preference of Indian and UK managers for neutral ethical stances implies that in everyday affairs there would be little conflict over ethical questions. The priority given to family and friends in the Indian ethical convention may be an area of contrast between the two groups of managers. There are differences in the conventions that Indian and UK managers believed should apply to 'Redundancy' issues; but their joint preference in difficult cases for the ethical puzzle stance would ease agreement on pragmatic responses.
If managers adopt an ethical puzzle stance, then the ethical narrowing and foreshortening that this brings about makes it difficult for them to recognize and respond to the ethical wrongs in business and society. It implies a defensive, rule following approach to ethical problems. If good corporate citizenship is to be achieved, managers need to question their pragmatic responses and to see business practices from a wider and more critical perspective. Also, the Indian managers experience a conflict between their espoused values and their values in practice suggesting that there is a leverage point that management educators could use in their task. The quality of corporate citizenship could be improved by encouraging Indian managers to draw up their espoused values in the conduct of their jobs.
Appendix: Research Instrument on Redundancy Instructions
In this questionnaire, you are put in the place of a team manager who has to make someone in the team redundant. Please work through the various sections of the questionnaire in sequence and please do not flip through the document to see how the storyline develops and ends! There are a few points you need to bear in mind as you work through the questionnaire. ^ All the information you are given is consistent, i.e., you will not be given information in the latter part of the questionnaire which contradicts information given earlier. > There are no right answers to the questions posed in the questionnaire. The purpose of the questionnaire is to research the variety of responses to it and not to find out how many people get it 'right.' > Do not back-track to earlier sections of the questionnaire when you get near the end and change your decisions.
The authors are aware that questionnaires, such as this one, can cause frustration because they ask you to choose between fixed options. If you find this is constraining you too much, please finish the questionnaire, but use the Comments page at the end to make any suggestions, point, jokes or asides you would like.
Section 1
You are a human resource management specialist managing a team of four professional staff. A benchmarking exercise, which you have no reason to doubt, has shown that the organization's unit costs in the function in which the team works are very much higher than those of similar and competing organizations. The comp any has grown rapidly since the liberalization of the economy. But the market environment of the organization is becoming more competitive and the market share is showing a marginal decline.
The senior management has announced downsizing and the team's share of the overall reduction, which actually is proportionately smaller than that demanded of other teams and departments, is one member of staff. You have been lucky Vol. 27, No. 1, January-March 2002 28 Vikalpa in previous rounds of downsizing and your team has escaped cuts. While you have heard rumours on the grapevine, the actual announcement of the latest round was unexpected. The team members are:
Vishal, who is a willing worker who makes a good contribution to meeting the team's objectives.
Radhika, who has the longest service with the organization. You have begun to be dissatisfied with the quantity and quality of Radhika's work. Aruna, who has joined the organization in the last few years.
Deepak, who is a good worker but can be uncooperative. He has not always shown you loyalty despite the personal interest you have shown in him and his career development. You have had the experience of making people redundant in your previous job and you found it very difficult. You have no doubt that this round of redundancy will be equally emotionally taxing and it is not an experience you are keen to repeat. On balance, would you: adopt a position of grumbling acceptance and argue that, as you were not consulted about the decision, your senior manager should decide who should be asked to leave accept the downsizing exercise as an unfortunate necessity and start thinking about the decision you have to make lobby and fight to get the downsizing decision reversed and/or argue that downsizing is unethical
Section 2
Through your managerial position, you have gained inside knowledge and there are several things you know about the organization which some people might consider as ethical failings. The organization has been making large profits in recent years, but it is clear that it has given more priority to shareholders than to customers and staff in the way its profits have been allocated. The chair of the organization could also be branded a 'fat cat' because, through pay increase, bonus payments, and share option schemes, his income has increased at a rate many times greater than inflation. The organization is based in Mayapur which has one of the highest unemployment rates in the state and there is little chance that those losing their jobs could obtain new and equivalent jobs locally. On balance, would you: adopt a position of grumbling acceptance and argue that, as you were not consulted about the decision, your senior managers should decide who should be made redundant accept the redundancies as an unfortunate necessity and start thinking about the decesion you have to make lobby and fight to get the downsizing decision reversed
Section 3
It is well accepted in the community, and within the organization, that ties of family, friendship, and class are more important to people in India than they are in the individualistic culture of western countries. It is, therefore, understandable that when making recruitment and promotion decisions, managers favour people with whom they are closely associated, as long as they have the ability and qualifications to do the job. They find it hard to explain why it is so important to them, it just seems right. Vishal, who is in his mid-fifties, is a relation of yours and he is having difficulties paying for his three children's higher education. When senior management asks you to recommend someone to be appointed to a new and higher paid post in relation to an overseas development that the company is negotiating, you naturally consider Vishal. There is no doubt that he has the experience and the ability to do the job.
If you recommend Vishal for promotion then your team would lose a member of staff, and management's demand for a staff reduction would be met without having to make anyone redundant. There would be a downside to the decision, however. Vishal's experience and competence would be hard to replace and the apparent nepotism involved in recommending Vishal might not go down well amongst some staff and managers. 
Section 4
The deal which the company was negotiating with a partner in a Gulf state has not materialized. Now that this overseas contract is no longer on, the new management post is unnecessary. Vishal will be staying in your team.
You have accepted that it is up to you to decide which member of the team should be asked to go. All team members are on approximately the same income. Whoever loses the job, the cost savings remain the same. You also recognize that you will have to establish some clear guidelines for choosing who to make redundant so that the process can be made open, transparent, and fair.
The organization has no policy or joint agreements in preference of 'last in first out' or any other criterion for choosing which jobs to make redundant. The following seem to be the decision criteria available to you: > Contribution to team and organizational objectives -you make redundant the person who makes least contribution. > Last in first out (LIFO). > Deservingness -the least deserving person, i.e., the one who makes least effort to be a good team player and shows the least loyalty to you should be made redundant. > Career Potential -the young people who have a career ahead of them and perhaps a greater contribution to make in terms of their ability with new technology should not be made redundant. It is the older members of the staff who should bear the brunt of redundancy. Normally, older staff, with their greater experience, find it easier to get a new job. You have thoroughly studied the appraisal records, 360° multi-rater returns, attendance records and work records, of your team members and Table 1 gives your considered evaluation of each of them against the possible criteria for redundancy: You found the decision in Section 4 difficult. There are strong arguments, for and against, choosing each of the team members for redundancy. If you accepted the 'contribution' criterion, then Radhika would have to be made redundant, but you know that her poor performance at work is because her husband is suffering from terminal cancer and she is finding it hard to concentrate on her work. If you accept the LIFO criterion, then Aruna would be the one to go. But Aruna has been critical in purchasing and installing the new IT systems that are going to be the bedrock of the organization's success in the future. The 'deservingness' criterion would lead you to choose Deepak for redundancy, but he also makes a valuable contribution and often adds a useful note of questioning in a group that can otherwise be inward looking and blinkered in its approach. On the basis of the 'career potential' criterion, Vishal would be the obvious candidate to go, but his experience cannot be easily replaced
The team member you chose to make redundant in Section 4 is from a backward class. S/he had been recruited when the introduction of the quota/reservation system and the provision of formal training in selection and recruitment was beginning to have an impact on the employment of people from backward classes and tribes. However, there is no doubt that they were appointed on merit and were the best candidates available. More people from the backward classes were being recruited simply because the recruitment and selection methods previously in use had been discriminatory. The organization still does not have a good record on the employment and promotion of people from the backward classes, although there are signs of improvement. Because staff from the backward classes were often recruited after the recent development of equal opportunities policies, they generally have short lengths of service with the organization. The use of LIFO to decide who should be made redundant would discriminate against them. The result in the organization as a whole would be that staff from the backward classes would be more likely to be made redundant than other categories of staff and the proportion of staff from the backward classes would diminish.
Many people feel that several of the criteria for choosing who to make redundant and. not just LIFO, discriminate against people from the backward classes. Often, their contribution or career potential is not as great as it could be because they have had less opportunity for staff development. When, as occasionally happens, they are seen by others as not fitting in with their team and being difficult and uncooperative, often the failure is as much the result of unconscious prejudice on the part of their colleagues as of their own limitations.
Taking the above information into consideration who would you now decide to make redundant? Name of person (15) don't know (16) Section 6 As you agonize about the decisions, you talk to more and more people about the situation and you find that people seek you out and repeatedly ask you to make the decision one way or another. The trade union representatives believe that LIFO is the only fair way to make the decision. The government labour office is determined that the downsizing policy should not discriminate against backward classes. The senior management is firmly convinced that, in a competitive market, it would be foolish to choose whom to make redundant on any grounds other than merit or contribution to the organization's goals. You find you have sympathy with each of these views when you are talking face to face with their proponents, but you find it difficult to square all the conflicting viewpoints.
The senior managers are pushing you for a decision. The deadline to inform the managing director is tomorrow morning. Do you, decide to make redundant (17) decide to report that none of the team should be made redundant and let senior management decide . 27, No. 1, January-March 2002 31 Vikalpa decide to choose the person to be made redundant by drawing lots (19) decide to have a very large drink (20) Section 7 The decision you have to make is so complex that you decide you have to discuss it and negotiate with others and arrive at a compromise. Which of the following groups, if any, would you negotiate and seek consensus with? Tick as many boxes, as appropriate, or none.
Vol

The team
The senior managers
The government labour office
The trade unions
You have had the discussions and the large drink, you sit down and you feel, in your heart of hearts, that,
should be the person to go
Or you feel that you just cannot make this decision Comments
Please use this space to make any comments you wish on the construction of the questionnaire or on your thoughts and response to the issues raise in it
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